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Abstract  
The preparation of educational leaders has been of interest in many jurisdictions as evidenced in such works as 
Lunenburg & Ornstein (2008), Hoy & Miskel (2008), Holdaway & Ratsoy (1991), and Quarshie (1992). In developing 
countries where the population usually has low level of education, and educational leaders tend to be appointed on the basis 
of competence in teaching, what strategies can be adopted for preparing local level educational leaders? 
The purposes of this paper, which is a report of an Educational Leadership, Management and Development (ELMD) project 
undertaken by Africa University in collaboration with a rural Education District and selected schools in Zimbabwe, are to: 
x share experiences in the development and implementation of the ELMD project as a strategy for preparing local level 
educational leaders; 
x show how cooperation between partners in Zimbabwe and similar partners in South Africa enhanced work on the 
project; 
x discuss the impact of the project on schools in Zimbabwe; and 
x show implications of the project for the preparation of educational leaders in developing countries. 
Two main methods were used to gather data for the preparation of the report. The first was experiential as 
demonstrated by the fact that both authors served as Directors and instructors on the project at different times. Study of 
documents served as the second method for gathering data for the report. Content and thematic analyses were used in 
analyzing the data. 
The report shows that the ELMD provided participants on the project with relevant knowledge, skills, attitudes, and 
values needed for their leadership roles on the local school governing bodies. The ELMD was found to have empowered the 
local level educational leaders to become more effective as leaders not only in their schools but also within their local 
communities. There was evidence that performance of the schools involved in the project improved.  It is concluded that: 
x the ELMD is an effective strategy for preparing local level educational leaders; and 
x the ELMD could be adapted for preparation of educational leaders in other developing countries. 
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1. Introduction  
Scholars in educational administration including Lunenburg & Ornstein (2008), Hoy & Miskel (2008), 
Holdaway & Ratsoy (1991), and Quarshie (1992) have touched on the issue concerning the preparation of 
educational leaders in various jurisdictions. The issue is of particular importance to the developing world because of 
the need for provision of quality education to meet their national demands.  
During the Africa University June 2009 graduation ceremony, four MEd and two BEd candidates on the 
Educational Leadership, Management and Development (ELMD) project were awarded degrees in Educational 
Leadership, Management and Development (Africa University, 2009). These graduands in ELMD constituted the 
last group of candidates who were specifically prepared as grass-root educational leaders in rural Zimbabwe under a 
special ELMD project funded by the WK Kellogg Foundation. Other candidates had previously graduated with BEd 
and Certificate in Educational Leadership, Management and Development (ELMD) at the same university.  
This paper reports on the ELMD project as an effort to prepare grass-root educational leaders with the view to: 
x share experiences in the development and implementation of the ELMD project as a strategy for preparing 
local level educational leaders; 
x show how cooperation between partners in Zimbabwe and similar partners in South Africa enhanced work 
on the project; 
x discuss the impact of the project on schools in Zimbabwe; and 
x show implications of the project for the preparation of educational leaders in developing countries. 
To accomplish the aforementioned purposes, the remaining parts of the paper are organized as follows. The 
next and second section will provide information on the setting of project and methods of the investigation. The 
third section discusses the aims and objectives of the project with the fourth section focusing on the components of 
the project. The fifth section presents conceptual framework of the project. The sixth section discusses the selection 
of schools for the project and the participant learners. Presentation of activities towards implementation of the 
project constitutes the seventh section while the eight section discusses the project implementation. The ninth 
section presents the impact and implications of the project with section ten being the conclusion and the final section 
of the paper.  
 
2. The Setting and Method of Investigation 
The collaboration of the University of Fort Hare in South Africa and Africa University in Zimbabwe led to 
the development and implementation of the Educational Leadership, Management and Development (ELMD) 
project in the two respective countries; and funded by the WK Kellogg Foundation. Africa University implemented 
the project in Zimbabwe while the University of Fort Hare implemented the project in South Africa. This paper 
reports on the ELMD project in Zimbabwe. 
Zimbabwe, a southern African country has a population of about 12 million (http://www.indexmundi.com/ 
zimbabwe/demographics_profile.html, accessed 31 August 2011) with adult literacy rate of over 90% (Human 
Development Report 2010 Zimbabwe). Education is under the national Ministry of Education with Provincial 
Ministries of Education and District Education Offices having some delegated and devolved functions. All 
educational qualifications have to be approved by the national Ministry of Education. Educational services are 
provided by various agencies, such as national government, rural district councils, urban district councils, church, 
private companies, and corporations, referred to as responsible authorities of schools. 
At the start of the project in 2002, Zimbabwe had about ten universities only one of which offered a strong 
and credible educational administration program. But the program was a typical academic oriented program 
admitting only a few students per year. Africa University, the implementing university in Zimbabwe, is an 
international university founded in 1992 by the worldwide United Methodist Church to serve continental Africa 
(ELMD, 2002). In 2002, Africa University had six faculties, including the Faculty of Education, the implementing 
faculty of the project. International partners from whom the two African universities were to learn from in the 
implementation of the Project were the California State University—Hayward, the Open University UK, and the 
University of South Australia (ELMD, 2002). 
Two main methods were used to gather data for the preparation of the report. The first was experiential as 
demonstrated by the fact that both authors served as Directors and instructors on the project at different times. James 
D Quarshie was, until September 2008, Associate Professor, Dean of the Faculty of Education and Director of the 
ELMD project at Africa University.  The co-author became the Dean and Director of the project following his 
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departure from Africa University. Study of documents served as the second method for gathering data for the report. 
Content and thematic analyses were used in analyzing the data.   
 
3. The aim and objectives of the Project 
The overall aim of the ELMD was to serve as a capacity building project to empower local level 
educational leaders by providing them with the relevant knowledge, skills, values, and attitudes that would make 
them more efficient and effective in their role as providers of educational services, through an internationally 
coordinated effort in the form of a pilot research (ELMD, 2002). In line with this aim, the objectives of the project 
were to (ELMD, 2002:4): 
x “Mobilise broad based stakeholder  participation in education and community renewal and development 
x Develop education leaders and change advocates at  local level of school - including community and 
district 
x Encourage the development and consolidation of a self-sustaining capability for ongoing renewal and 
development of education districts, embracing the notion of holistic education development and a 
commensurate support infrastructure (doers, systems and procedures that seamlessly connect policy 
development to implementation; curriculum to management, governance and citizenship-building) 
x Establish synchronous experimentation and  co-learning across a couple of manageable  sites (institutional 
and geographical)- the Southern Africa network of two institutions (Fort Hare & Africa University) 
working in partnership with government education departments in selected districts 
x Facilitate the institutionalising of knowledge capital accruing out of the participatory education 
development initiative of the kind suggested in this proposal, as well as other non-accredited (hitherto) 
initiatives 
x Disseminate lessons learned through the project and influence other education  development initiatives in 
the region with replicable insights.” 
 
4. The Conceptual Framework of the Project 
The analytical underpinnings of the project were provided by the ideas of (ELMD, 2002):  
x Holistic human and community development through education leadership providing and guiding vision 
evolution, resource mobilisation and transformation.  
x Educational institutions cannot develop in isolation of their immediate and wider communities.   They have 
to work within and be supported by an appropriately configured district infrastructure and other resources.    
x The district is an important local government administrative unit that should provide a viable environment 
within which innovative ideas and collaboration within and between organisations and communities can 
thrive. 
 
5. Program Components of the Project 
The components of the project at each project site (Zimbabwe and South Africa) were determined by the needs of 
the districts participating in the project. In Zimbabwe, prior to the admission of participants, five programs were 
developed by the Faculty of Education and approved by the University Senate to serve as preparatory programs for 
various categories of participants. These five programs were to culminate in the award of the following 
qualifications in Educational Leadership, Management and Development: Certificate, Diploma, Bachelor of 
Education, Graduate Diploma, and Master of Education. However, following the admission of participants, it was 
found that the participants could enrol in only three programs, namely, Certificate, BEd, and MEd. These three 
programs thus became the main components of the project. 
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6. The Schools and Participant Learners on the Project 
The Asempaye (pseudonym) District was chosen for the implementation of the project for two main 
reasons identified by Quarshie & Mapfumo (c. 2007). First the district had been involved with the Faculty of 
Education, Africa University in its Teaching Practice program and was familiar with the educational expectations of 
the Faculty and the University. Secondly, WK Kellogg Foundation had a number of projects in the area hence 
implementing the ELMD project there would complement other Kellogg Foundation projects being implemented 
there.  
 Following consultations between the Faculty of Education and officials of the District Education Office, 
three schools, two primary and one secondary, operated by the Rural District Council were selected to participate in 
the project. From each school, the following five members of the School Development Committees (SDCs) were 
selected to participate in the project: Chairperson, Treasurer, Secretary, Head of the school, and the senior teacher 
on the SDC. Also participating in the project were the District Education Officer, two Education Officers in the 
District Education Office, Chief Executive of the District Council, District Resource Teacher, Head of the Better 
Schools Program in the Province, and the Deputy Provincial Director of Education for a total of twenty-two (22) 
participants at the start of the project. The 22 participants were admitted to the University as a team, not as 
individuals, to pursue different programs in Educational Leadership, Management and Development, as determined 
by their backgrounds. On the basis of their backgrounds, nine of them, six males and three females, were enrolled in 
the Certificate program, seven participants consisting of six males and one female were enrolled on the BEd 
program; and finally six made up of five males and one female were enrolled on the MEd program; but 
unfortunately, two of the MEd participants died in the course of the project (Ranga, 2009; Report on the ELMD 
Project for the 2003/2004 Grant Year). 
7. Activities towards implementation of the Project 
In preparation towards the mounting of the project, several activities were undertaken. A major activity was 
related to getting the project proposal accepted for funding by Kellogg Foundation. Towards this end, a number of 
meetings were held in the 2002-2003 academic year between the head of Education Division of Management, 
Development and Commerce Faculty at the University of Fort Hare in South Africa where the initial project 
proposal originated for implementation in South Africa only, Dean of the Faculty of Education at Africa University, 
and the Director of the Outreach unit of Africa University. These meetings and other consultations among staff of 
the two institutions resulted in the redrafting of the project proposal for implementation in both Zimbabwe and 
South Africa. The new project proposal received approval from Kellogg Foundation for funding. Africa University 
initially received US$200,000.00 for implementation of the project in Zimbabwe while University of Fort Hare 
received US$300,000.00. Hyperinflation in Zimbabwe following the start of the project led to the provision of 
supplementary funding of US$50,000.00 bringing to total funding for the Zimbabwe project to US$250,000.00. 
Another major activity undertaken prior to the start of the project was the development of the Certificate, 
Diploma, BEd, Graduate Diploma, and MEd programs in ELMD by academic staff of the Faculty of Education, 
Africa University and others for approval by the Senate of Africa University. To strengthen teamwork among the 
participants and to ensure common understanding in certain basic areas of administration and leadership, a number 
of core courses were taken together by participants of all the programs. These core courses included The 
Community: Nature, Issues and Development; The School: Nature, Issues and Development; School Governance 
and Leadership; and Decentralization (Ranga, 2009). Initially, assessment was thought to be mostly made up of 
teamwork, portfolios, journalized reflections, and presentations. As indicated elsewhere in the paper, it was also 
recommended that admission be granted to participants as a group and not on individual basis. These three aspects 
of the programs led to initial strong objections from Senate. Eventually, it was agreed that core courses taken by 
MEd candidates with other participants not be counted as graduate courses towards the MEd degree, assessment to 
include examinations which would carry 50% plus 50% for teamwork, portfolios, journalized reflections, and 
presentations; but the idea of admission of participants as a group was accepted. The University also sought and 
received approval from the Ministry of Education for all programs on the ELMD and hence also got recognition for 
all the qualifications offered at the end of the programs. 
Selection and training of instructors was another major activity undertaken prior to the start of the project. 
Experts on teaching of adults, including one from California State University Hayward (CSUH), an international 
partner of the project, provided training in the teaching of adults at workshops organized for instructors of the 
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ELMD programs. Preparation of modules for some of the courses was also initiated in the early stages of the project 
following the organization of workshops for the writers. Literacy classes were also held for Certificate participants 
whose literacy materials were received from South Africa. 
During one week in the month of June 2002, the Head of Education Division of Management, 
Development and Commerce Faculty at the University of Fort Hare and the Dean of the Faculty of Education, 
Africa University, the two project directors, paid a visit to the California State University--Hayward, an international 
partner to the project. The purpose of the visit was to consult and learn from the experiences of colleagues in the 
area of school level leadership development. Among other things, the two visited a chartered school that operated on 
the philosophy and principles of community education. They also had the opportunity to meet the principal who 
reported to us on the operation of the school. On another day, they had the opportunity to have lunch meeting with 
Emeritus Professor Linda Lambert, author of Building Leadership Capacity in School and another professor of the 
Department of Educational Leadership at CSU—Hayward. At this meeting they discussed how leadership at the 
local school level could be effectively developed. 
Project coordinator, Assistant Project Coordinator, and Governing Board of the Project were 
appointed/established.  Many resources and facilities for the implementation of the project such as office space and 
stationery were also acquired while a project vehicle arrived during the 2002-2003 academic year. 
 
8. Implementation of the Project 
The ELMD was funded as a pilot 3-year project over the period 2003/2004-2005/2006. Although five 
ELMD programs were developed, following admission of the participants it was found that only three programs, 
namely, a 12-month Certificate program, a 2-year BEd program, and a 2-year MEd program, were needed for 
implementation. All the three programs started in November 2003 after the Certificate participants had undergone 
about three months intensive literacy program from about June 2003-2004. The Literacy program was offered 
during the weekends in the communities where the participants resided.  
When all the programs started, some weekend sessions were offered at the Africa University campus on 
weekends, from Friday to Sunday while other sessions were offered in the participating schools. Given limited or no 
income for the Certificate participants, the University offered them transport, accommodation, and meals during the 
weekend residential sessions but such facilities were not extended to the BEd and MEd participants who were all 
gainfully employed. Participants regularly attended sessions, fully participated in group activities, and submitted 
assignments regularly. Assignments and all activities on the programs were regularly related to activities in the 
participants’ schools. Most of the Certificate participants graduated in June 2005 following good performance 
ratings for them by an external examiner. 
In the course of the implementation of the programs, Zimbabwe experienced hyperinflation that shot up 
prices leading to the project funding being significantly inadequate. As a result, the BEd and the MEd programs 
were suspended for about two years from the 2004-2005 academic year. Following receipt of supplementary funding 
the programs were reactivated. Following review of the participants’ work by an external examiner, all participants 
were rated successful and graduated from their programs during the June 2009 graduation ceremony of Africa 
University. 
In the course of implementing the project, there were regular exchange of visits between implementers of 
the projects in the two universities for exchange of ideas and sharing of experiences. 
 
9. Impact and Implications of the Project 
Anecdotal evidence gathered in the course of implementation of the ELMD project and the evaluation report on the 
project confirm that the project has had positive impact on the schools and communities involved in the project. 
Quarshie and Mapfumo (c.2007) reported that anecdotal evidence gathered from the areas of operation of the 
Certificate graduates indicated that they were performing very well in their roles. One was moved from 
the SDC at the primary school level to the SDC of a secondary school where community members felt her 
skills were more needed. Another was invited to join a SDC in another school to help them in their 
operations. The others, together with their colleagues on their respective SDCs, were functioning a lot 
more effectively, and their schools had been found to be improving substantially. 
 In the 2003/2004 grant year report it was noted that school management teams had improved in their 
effectiveness in running schools and co-developing well-functioning schools as exemplified by the amicable conflict 
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resolution at one of the participating schools where there had been serious differences between the Head of school 
and the School Development Committee (SDC). The head  believing in an autocratic style of leadership did not see 
a place for the School Development Committee (SDC) in the substantive management of the school. It was found 
that by participating in the ELMD residential and off-campus sessions, the collaboration between the two sides had 
vastly improved with clear improvements in the infrastructure at the school. Collaboration among SDC members at 
the different project sites had also been reported on in the 2003/2004 grant year report. Improvements in strategic 
thinking were also noted in the 2003/2004 grant year report to have occurred. 
 Among other things, the ELMD Evaluation Report (Ranga, 2009) found that: 
x The process of learning in teams and sharing experiences was found to be helpful to both the learning and 
executing of duties in their respective schools. 
x The potential for improved collaboration among the education stakeholders had emanated from the project. 
x The project had contributed to the development of leadership skills among the participants. 
x There was also evidence of self-development among participants as change agents and advocates. 
x The project developed action research skills among a few of the participants  
x The project successfully provided Certificate participants with English literacy skills 
x Skills developed on the ELMD were being effectively used in schools and communities 
x Most of the participants agreed that in the long term, the skills and knowledge gained through ELMD 
would enable them to improve the quality of education and pupils’ grades at their respective schools. 
x There was evidence that school management teams had improved in their effectiveness in running schools 
and co-developing well-functioning schools. 
x The results of the evaluation supported the periodical narrative reports that have been prepared and 
submitted to Kellogg Foundation by the project co-ordinating team indicating improvements in such areas  
relationships between school administrators and SDCs 
x The ELMD was a popular project 
x Many participants viewed the ELMD as very helpful. 
 
The positive impact of the ELMD on the schools and communities of the participants shows that the various ELMD 
programs served as appropriate training programs for the school leaders. This could have a number of implications 
for the preparation of educational leaders. First, the content of the program is very important in ensuring that the 
appropriate leadership knowledge, skills and attitudes are developed among the participants. Second, instructional 
strategies used  in imparting the content is equally important, as demonstrated by how useful the team approach to 
learning was found by the participants of the ELMD project. Third, all members of SDCs, irrespective of their 
educational backgrounds, can benefit greatly from leadership programs offered by all educational 
agencies/institutions, including the university. Fourth, bringing together members of SDCs with different 
backgrounds to learn together could be enriching to all members of such groups.  
 
10. Conclusion   
The ELMD project that brought together a university, school district, and schools in the preparation of 
educational leaders,  proved to be an appropriate and effective approach to preparing educational leaders at the local 
level in Zimbabwe. It appears to us that this approach could thus be adopted or adapted for the preparation of 
educational leaders elsewhere, particularly in the developing world. The supporting role of another university in 
another country, in this case a university in South Africa, also enriched the development and implementation of the 
ELMD project in Zimbabwe. The cooperation with another university elsewhere, if possible, should as much as 
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